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THE STIMULATION OF INNOVATION 


lo Ba.ckggoxmd! Dwiiag the p&st tbge© years the view bas beea 
expressed autboritatively, both in iraternal stadies and by the variolas com- 
mittee© that have reviewed the Agency®© ©peratiom© from ontsidej that the 
Agency cotuld derive really significant benefits from the more aggressive 
invention^ developments and es^loitation ©£ advanced technology ^ of fresh 
approaches to the Agency's tasks j, and of new operational cemceptSo At the 
same time the Inspector General has pointed to the present wide diffnsion 
in the Agency of responsibility for reoearch and development and has nrged 
that these activities be centrally monitored and controlled in order to bring 
the reso^arces of science and technology more effecti.veiy to bear on primary 
objectiveSo In recent discnssions within the Agency of the means of achiev- 
ing this objectives broad decisions are assumed to have been token to the 
effect that an important effort shonld b® made to achieve new break=throifflgh©s 
that research and development shonld be focnsed in a more orderly fashion 
on this tasks and that a major grant of authority shoinld be mad© to a senior 
officer of the Agency to accomplish this purposco The intent of this paper 
is to propose specific actions to be taken at this time as the first steps in 
giving effect to the foregoing decisions,, 

2o Approach ° Organizatioag It is difficult to foresee nowj before 
a ©tort has been mades what permanent changes (if any) in the organisation 
of the Agency will eventually seem desirable to accomplish the broad pur- 
poses s et forth aboveo M.oreov®rp reorganisations are tim.e-consnmiag and 
time is of the essence® Accordingly^ it is believed that there should be an 
absolute minimum of reorganisation at this time® The initial move should 
be a broad grant of authority to an officer reporting directly to the DCI and 
the D/DCI to direct appropriate action in the whole field of research and 
development by existing components of the Agency j, which ohould be left„ at 
least for the time beingj within their present administrative framework® 

This officer should then make a .start on the ©ubsta.ative task of stimulating 
vigorously the mew things that ought to b© done and directing effort away from 
any less necessary or less promising things that are now being done® Pie 
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should sfci.dy th© problem of org&Biaatiosf. as the substenfive work goes 
forward cud organiisatioBal changes should be made if and when the need 
for them -.necomes clear o Tho following comments will serve t© essplain 
in part how it is proposed that the imcuumbent of the mew positions v/ho 
will bo referred to herein as the Special Assistant for Flamniag and Develop^ 
meat slaotsld operate o 

a. Although it certainly be possible (given reasonable 
goodwill th,ro«ghout the Agency) to attack the real substantive 
problems without first doing a great deal of reorganising (and 
although it may well torn out in the end that major permanent 
changes in organisation ar® quite unnecessary) th® SA/PD will 
not be able to do even a part of what is esspected of him without 
a.dequate authorityo He cannot have the authorito in Ms own 
hands to cause the switcMng of personnel slots or money av^ay 
from activities other than those (primarily research and develop- 
ment) for which he is rospoaoibleo But he must have the 
a,nithority to modify burdensome administrative and other procedures 
and on occasion to employ unorthodox ones. In particular „ he must 
have real authority to act within his acknowledged field without 
restrictive requirements for coordinations 

bo K the approach here propooed is to works ©■nd if the new 
SA/PD is to allocate hie time and energy to the tasks discussed at 
greater length belowp he will have to select certain projects and 
activities as those particularly meriting Ms attention and confine 
Ms attention to them. There will be considerable research and 
development work to which h© can pay little attention and he will 
not be able to concern himself greatly with the day-to-day management 
of any officoa It should be made clear^ thereforsj that existing 
programs are to go fori^ard except as th® SA/PD may mtorvene„ 
on his initiativef to modify them, and that the offices that are 
carrying on research and development shoMd not hold up any but 
toe most important docisions awaiting his approval. 

c. Finally, it must be frankly admitted that the organisational 
approach her® proposed \’vill create an untidy sitoation (unless and 
until an orderly permanent reorganisation is carried through). The 
heads of a number of offices will find themselves working for two 
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masteffs; theis- regialai" aiapss'iors in the line of cornsnaad and, 
with respect t© reseas’ch and development activitiegj the SA/PD 
in the Director* s Offices Despite its unticdness on an organiza- 
tion chartt however, tb.e proposed approach is believed to be 
perfectly workable with reasonable goodxwll on the part of all 
concerned. The new authority granted to the SA/PD should be 
used not just to dilute established responsibilities by introducing 
yet another restrictive requirement for coordina,tiom and approval 
but to redirect efforts where necessary and above all t® stimulate 
and facilitate promising undertakings. If it is so used, the 
required goodwill should be forthcoming. 

3. Approach - Direction of l^fforfe In embarking upon the substan- 
tive task the SA/PD should, it is proposed, be guided by three rather general 
priorities in allocating his time and energies; 

a. First, he shoxjld place primary emp’aasis on the opening 

up of fresh approaches and on stimulating fundamental reconsidera- 
tion of needs and possibilities by es^periemced officers of the Agency. 
He should place only a very secondary emphasis (at least to begin 
with) on "tidying up" the Agency^o research and development 
activities. To be sure, resources must be focused which means 
that the use of money and brains for relatively low priority tasks 
must be curtailed. But the urgent need is for more creativeness 
and imagination; tid^dng up can be dome as time and energy are 
available. 

b. Second, he s?tioiild concentrate on the effort to bring about 
important innovations utilizing new concepts and to achieve m.ajor 
break-throughs. It should be a much lower priority task to provide 
the tools of the trade in support of existing and v^ell-developed 
eperational techniques and concepts. This is not to say that the 
latter task is unimportent or should be neglected. The point is 
t'aat this task (the one for which, accordimg to the Inspector 
General®® report, TSS was established) is already being competently 
done. The new element that is needed is a continuous search, 
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c. Thirds he should mot regard Ms field of interest as 
being limited to research and. development in a narrow and 
conventional sense but should assume responsibility as necessary 
and appropriate for the several kinds of activitj.es that are involved 
in carrying through importan.t innovations and making them opera<= 
tionals This will require Mm to be interested on occasion in 
procurement and productionB in the provision of new kinds of 
skills f in operational concepts and techniques fas already noted) p 
and sometimes in the actual conduct of operations 9 What is here 
proposed is a deliberate departure when necessary from the 
standard military pattern (inevitable in a hug® organisation) with 
its sharp separation bsti’i/een research and developments procure^ 
ment, and operations o Affirmativslyp what is proposed is that 
two of the most important functions of the SA/PD should be (a) to 
achieve a really effective relationship bet's/eon developers p opera 
tor® 9 and (when intelligence collection is involved) consumers; 

(b) to see to it that there is unity of command over a particular . 
project \’?>h@n this is needed to drive through inter^related changes 
in tools, operational conseptOp personaelp an d organiaation a The 
reason for emphasising these functions is, as 


.in Ms memorandum entitled Organisation for tae iiis 
5f Advanced Techn©l©gy)p tlmt fee secret of success of more 
sne recent project has been 'Hhe tmity and freedom of the command 
^nd the very close coupling between three major areas = =r ©search 
?.nd development, operations, and the c©nsumer^3® requirements^- 
with the most candid interchange between the threso” 


da Lest the intent ©f the preceding paragraph be misunder- 
stood, it may be useful to summarise the concept therein contained 
of the SA/PD*s job. Obviously, it is not that the SA/PD should 
have responsibility for all research and development and for 
operations and various supporting activities as well (which would 
make Mm a second DGI)« PJqually emphatj.cally, h©\>5?everp the con- 
cept is not that the dividing line between M,s field of responsibility 
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Gffid ©ther domaims shoiald be tb® lia® sspazratiag all ^esssirch 
imd development from eves-yfifemg ol®e that goes ©a in th® Agency a, 
This conventional line ©£ separations it is argnadj is apt t® inhibit 
th© most effective and rapid flowering new ides© into fnlly opera- 
tional practiceo Accordinglyj what is proposed is that the SA/PD 
should devote most of his attention to a limited number of projects 
for the development and eseploitation of new approaches 5 selected 
because they hold promise of important advances o Th® area thus 
elefined will encompass only a part of the research and develop- 
ment that is going on in &© Agency but may well include support 
and operational activities from time to time* ©specially when an 
innovation requires operations and support of a sort that does not 
fit into the normal patterns 

'^!e Scope of Agency Interests The scope of the whole effort here 
under discussion to invent and carry through important innovations must 
take aceoxint of, and will inevifebly b© limited by, the responsibilities of the 
CIA within the Government as a whole and i’5?ithin the intelligence coisimuaity 
in particulars There is a certain danger that th® distribution of responsi- 
bilities \TOthira th® intelligence comm.unity pike the distributioa of functions 
between the three military Services) ivill be outmoded by major changes in 
techniqiaeo and will, if interpreted to© literally and taken too ©©riously, 
inhibit progress* Accordingly, it is believed that considerable freedom of 
action to undertake research and development is appropriate and should be 
acknowledged Jat least within the Agency), especially freedom from a strict 
interpretation of th© Agency's responsibilities within the intelligence com- 
mumitys ".rhree areas are ©specially worthy of mentioning in this connectiora; 

a* Two principal tasks of the Clandestine Service are 
the covert acquisition of intelligene© and covert political action. 
Because many fascinating techniques have appeared in recent 
years for the collectioffl of intelligence (e,go radar, balloons, 
acoustical and infrared sensing devices), there has been a 
natural tendency to devote a vast amount of scientific imagination 
to the techniques of intelligence collection and relatively little 
to th® teclffiiiques of political warfare. Although, it is by no means 
certain that science has muc’n £0 contribute to the art of political 
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e or that freahmess ©f approach ia tMs activity is 
obtaiaabl© by aay kimd o£ ^eseaifcb aad dovelspmsaftj tfeis 
coacluDioa should ce:?tainly uot be tskem for granted® A 

(b 

nerious attempt should b® made to elicit new ideas® 

ba Masiy ©f the ps’omisiag now techniques foi? acquiE>ing 
intelligence a^e (as mentioned above) techniques £oe> the 
ouE“veillance of denied aE’eas® In their advanced form, these 
typically fall outside ©f the normal pattern of Agency ©pera= 

^ions® They require different kinds of people and different 
locations from those v?e usually employ^ and surveillance 
oystems cam be costly® Moreoverp almost any Mmd of sur = 
veillance can be described as a means of obtaining early 
warning® which is claimed as a military responsibility® 

Finally® it is often difficult t® decide whetl-ier a surveillance 
rxtivity is covert or overt in character® In short® this is one 
of the situation© in which the familiar Jurisdictional definitions 
breakdown® It should be especially recognised® ho^'^ever® as 
a field in which the Agency will not be inhibited in the develop ■= 
meat and employment of new techniques® Indeeci® there are 
persuasive reasons for believing that the Agency should pay 
more attention and devote more of its resources t© strategic 
early warning than it has in the past® 

c® Closely related to the jurisdictional vagueness surround- 
ing the concept of surveillance is the undefined status of many 
'-gray®' activities which may acquire special importemc® a© a 
result of technical and organizational inaovationo® la part® these 
are the surveiEance activities already referred to® which may be 
Dwelled by the undertoMmg ©f ne\'7 types of surveillance in new 
locations® In part these are actual or potential activities in support 
©f political action® The status of these “gray" activities is apt to 
become more doubtful as the American military establishment 
abroad shrinks in numbers® and its freedom of action in foreign 
countries is increasingly hampered by political de velopmemto ® The 
point to be made here is that uncertainty concerning the Jurisdictional 
authority for "gray*® activities should not be allowed to hamper our 
pursuit of rewarding innovation® Thi® Agency® it is believed® 
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b© imci’easmgly wiEiag to stotiom civiHaa pes>soaael ia 
E’sniote l0catioa®5 to iis© iadigGaoa® p©5?o©ina©l ia ito ©yis’a dijrsct 
employs amd to coopes-ato wita foE-eign govesamsate ia both 
mtelligemce gstberiag and poHfiisal action progE-amSo TMs i-jill- 
iagaess skoald be asGisamad im a osarcb fox- mew ways of doimg tb© 
Agency®© business,, 


So The Specific Proposa ls The £o!?egomg es^ositiom of am oEganiaa^ 
tioaal apps“oach and a substantive emphasis believed to be pE'omisimg im an 
effoE’t to stimulate ffadicai innovatiom leaves maay practical (Questions unansweredo 
Acco^diraglyp the following is an outline ©£ the specific aE-i^angements p^oposedo 
It is assumed that these arrangements would be operated in accordance with 
the general principles set forth above* 


a* There should be established in the Office of the DCI a new 
position for a Special Assistemt to the Director for Planning and 
Development* He should have broad directive authority with 
respect to research and development activities in all components 
©f the Agency (as es^lained in ©ub=parsgraph b* belo^'?') and full 
line of command authority over the Technical Services Staff (sub = 
jects however, to a special arrangement with the DD/P as ejsplsined 
in sub -paragraph c* below). 


b* The SA/PD®s general directive autfciority sho^ald empoiver 
him to review research and development programs, direct modifies- 
tioms therein, approve or disapprove specific project®, or direct 
the umdertaldng ©£ projects* TMs power should be limited, however, 
to the reallocation between projects of personnel and funds in any 
component already committed or proposed to be committed to 
research and development activitieo* Thus th.e SA/PD would not be 
empowered to direct, say, the Office of CoEnmunlcation® to engage 
in research and development activities on a scale that would require 
diversion of funds from other activitieso The office® mainly affected 
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Ce Th® Techmcal Services Steff is the p^mr.ipal compoaeat 
©f the Agency that is concerned with ^esea^cTa and developments 
As such it is appropriate that it should report to the SA/PD* 

Thus situated it could serve as hi® staff and render unnecessary 
till® creation of any mew separate groupo On th® other haad, a 
considerable portion of its activities consiot of support to the 
Clandestine Service rather than research and developments For 
many reasons it would be undesirable to try to split TSS in two 
parts fat least at this timejo Accordinglyj with respect to all 
of those activities which are primarily support to the Clandestine 
Services the SA/PD should report through 'the Seputy Director 
f Plans) 





do Th® SA/PD s?aould have considerable latitude to direct 
tl'.e reallocation of funds and personnel engaged in research and 
developments and of specific research and development projects 
between components of the Agency, or to df.rect their transfer 
t© special project status e Such action should require the concurrence 
OK the appropriate Deputy Directors since it could affect th® non- 
research and development functions of th® components concerned 
or the administrative and other support required by them* ¥lTith 
th® concurrence of the appropriate Deputy Directors, a transfer 
of this character should not require the approval of the DCI unless 
it involves an importent organir^ational change or an important 
deviation from normal Agency practiceo fsttch as the creation of 
a special project or the grantemg of unusual authorities) » The 
authority covered in this paragraph and the limitations therein 
should apply to transfers between the Agency and proprietaries 
feereof esscept that all o^1ch firaraafers should require the approval 
of the DO» 


e* Th® SA/PD should be authorised to approve projects for 
presentation to the PH.C for for DCI approval with.out PRC action 
if the DCI so determines) with.out extensive lateral coordination 
except to the extent that th® interests of the DD/F, DD/I, or DD/S 
are plainly involved* 
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£o The SA/PD should be p©3?mitted to authoffise direct 
coffltracting by TSS with supplies’® isi specific cases whes’® £Ms 
procus’ement proceduE’© will simplify os’ accelerate desired 
actioiio It is contemplated that this authorization will be used 
most sparingly unless it appears that norinal procedures are 
esscessive burdensomeo 
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RICHARD Mo BUSSELL, 3Ro jf 
Special Assistant to the Director 
for Planning 

ec; D/DCI 
DD/P 
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MEMORANDUM FOR: MR. DULLES 


Copies of the attached have also been distributed 
to the DD/I, DD/C and the IG. As you will recall 
it was agreed that we would again discuss this 
paper at the Deputies' Meeting on 25 November. 
General Cabell has seen it. 


22 Nov 







